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Executive Sunmary:

The M nnesota Departmnent of Economic Security (MDES) is the state agency
responsi bl e for adm nistering prograns under the Job Training Partnership Act,

t he Wagner - Peyser Act, Vocational Rehabilitation and Services for the Blind

The Wbr kf orce Exchange Branch of MDES delivers traditional "job service"
progranms at over 50 |ocal Wrkforce Centers throughout the state. Their fee-
for-service project is the result of efforts undertaken by MDES since 1994 to
expand and nodernize its | abor exchange and job matching prograns to better neet
the needs of its enpl oyer custoners. Enployers suggested that MDES needed new
j ob-mat chi ng tools and MDES nmanagenment generally agreed with the enpl oyers
suggesti ons about the need for new job-matching tools and, in fact, the
suggestions supported and reinforced other itens that had recently surfaced on
MDES' s agenda of reforms. Over a period of tine, MDES decided to invest in three
different job analysis and applicant assessment systens:

Work Keys offered by American College Testing (ACT) of lowa Gty IA

Wrk Profiling Systemfrom Saville and Holdsworth Ltd. (SHL) of Boston MA
Advance Workpl ace Standards Skill Inventory from Advance Educational Spectruns
of Detroit Lakes M\

Al t hough subtly different, these three systens all enable MDES to offer the
foll ow ng products and services to enployers, job applicants and training
agenci es: a Job Profile; an Enpl oyee Assessnent; and a Training Plan. The
three job profiling systens all met MDES need for nore precise job matching
tools, but they all required considerable up-front (and ongoi ng) investnent.
Because of these budgetary constraints, MDES set up job profiling in 1996 as a
pil ot project which is expected to beconme self-sufficient by charging fees to
enpl oyers for the services perforned.

Six Job Profiling Service Centers have been set up throughout the state. Thirty
MDES staff have been trained in job analysis techni ques and MDES has forned a
partnership with the Mnnesota State Coll ege and University System (MNSCU) to
adm ni ster the project. Four of the six Service Centers are |ocated at
conmuni ty coll eges. Al though MDES staff prepare the actual job profiles,
Col | ege personnel are heavily involved in both the testing of enployees and job
applicants and are exclusively responsi ble for conducting any special training.



The project is adm nistered by a steering conmttee conposed of |ocal office
MDES and | ocal canpus MNSCU staff.

Project results have been very inpressive, particularly given the project's
short time frame. Over 18 nonths the project profiled 330 different jobs with
138 separate enpl oyers throughout the state, and brought in revenue of $167, 000.
However, it also encountered difficulties typical of any effort to introduce a
new product or service in a |large bureaucratic organi zation, public or private.
When the project began, MDES hoped for a break-even point after twenty four
mont hs, or the fall of 1998. At that time there should be a thorough review of
the project's financial picture and cash flow. The project is inmaginative and,
by and | arge, successful and it would be unfortunate to abandon the effort
without a chance to solve its initial difficulties.

Fee-for Service Case Study:

M nnesot a Department of Economi c Security

Background and Mdtivati on Behind the Project.

The M nnesota Department of Economic Security (MDES) is the state agency
responsi bl e for adm nistering prograns under the Job Training Partnership Act,
t he Wagner - Peyser Act, Vocational Rehabilitation and Services for the Blind
The Wbr kf orce Exchange Branch of MDES delivers traditional "job service"
progranms at over 50 | ocal Wirkforce Centers throughout the state. This fee-for-
service project is the result of efforts undertaken by MDES since 1994 to expand
and noderni ze its | abor exchange and job matching prograns to better meet the
needs of its enpl oyer custoners.

Successful job matching conpares the skills and attributes of potentia
enpl oyees with those needed by enpl oyers. In the past 15 years, however,
factors such as corporate downsi zing, front |ine worker enpowerment, greater
enphasi s on teamawork in the workplace, and the w despread introduction of
conputers have dramatically changed the nature and content of many if not nost
jobs in the American econony. As a result it has becone harder and harder to
preci sely deternm ne and neasure the exact "skills" needed by today's enpl oyers
and to match themw th the "skills" offered by job candi dates and i ncunbent
enpl oyees. Both academi c research and hands-on experi ence seemto show that the
traditional tools used by job service agencies to match jobs with workers are
i nadequate in the new econony. Better and nore precise tools are needed.

M nnesota's fee-for-service project is an attenpt to devel op and adopt new and
nore rel evant job matching tools.

In 1994, MDES undertook an organi zational self-inprovenment project known
as the Job Service Redesign. As part of this project the agency conducted a
| arge nunber of focus groups and a state-w de survey of enployers asking their
advi ce on inproving services. This research reveal ed that enployers were often
dissatisfied with the quality of the candidates that MDES was referring in
response to their job openings. The enployers suggested that MDES needed three
new j ob- mat chi ng tool s:

a better way to uncover and assess exactly what skills enployers need and want
in their workers.

a nore effective nethod of assessing the skills of job candidates, particularly
so-called "soft skills" such as the ability to wite, listen, and nmake
i ndependent deci si ons.



better links with training agenci es-particularly conmunity coll eges-to ensure
that job referrals were being appropriately trained to an enpl oyer's unique
speci fications.

MDES managenent generally agreed with the enpl oyers' suggestions about the
need for new job-matching tools. |In fact, these suggestions supported and
reinforced other itens that had recently surfaced on MDES s agenda of reforns:

MDES wanted to replace the venerable but now out-dated CGeneral Aptitude Test
Battery (GATB) with a nore nodern instrunent.

MDES wanted to inprove the general performance of its | abor exchange functions
and to increase its profile in the | abor nmarket: MDES now makes only 40, 000
pl acenents a year, out of a total of 1.2 mllion.

There was a felt need to establish a single "common | anguage” that could be used
by both enpl oyers and jobseekers to describe skills and enpl oynment attri butes.

MDES felt that nore precise job profiling would be useful to education reform
efforts and in setting up school -to-work prograns.

MDES wanted to establish closer relationships with Mnnesota's comunity coll ege
system than had existed in the past.

New Tool s Expl or ed.

Thr oughout 1994 MDES staff struggled to develop or find the "new job-
mat chi ng tool s" called for by the enpl oyers' focus groups. It turns out that
there are a nunber of such tools available in the private proprietary narket.
Over a period of time, MDES decided to invest in three different job analysis
and applicant assessnent systens:

Wrk Keys offered by American College Testing (ACT) of lowa Gty IA
Work Profiling Systemfrom Saville and Hol dsworth Ltd. (SHL) of Boston MA

Advance Workpl ace Standards Skill Inventory from Advance Educational Spectruns
of Detroit Lakes M\

Al t hough subtly different, these three systens all enable MDES to offer the
foll ow ng products and services to enployers, job applicants and training
agenci es:

A Job Profile. This is a detailed analysis of a position at a specific firmor
a generic analysis of simlar positions at different firns. The analysis
identifies the specific skills and skill levels needed to performthe job well.
Each of the profiling systens has a matrix or grid for classifying the skills
into categories such as use of applied technol ogy, use of applied nmathematics,
listening, witing, observation, teammork and so on. The core of the profiling
process is a detailed structured interview w th incunbent workers recogni zed to
be proficient "experts" at the particular job. Staff conducting the anal ysis
will also interview supervisors and review job descriptions, other materials
and company specific practices and procedures.



An Enpl oyee Assessnent. This is conpiled after giving a job applicant or

i ncunbent worker a series of tests designed to nmeasure his or her proficiency in
each of the specific skills identified as needed to performa previously
"profiled" job. The assessment uses paper and pencil tests as well as audio-
visual instruments. Since both the job profile and the client assessnment use

t he same nmeasurenent categories and "l anguage,” the process of matching
applicant skills with job needs is nuch inproved.

A Training Plan. Theoretically, each enployee's or applicant's assessnent can
be conpared to a job profile of needed skills to readily identify specific gaps
in knowl edge or skill. These gaps can formthe basis for a reginme of

i ndividualized instruction for incunbent workers. In a larger context, they can
al so give cues to educators about the needs of local firns and the deficiencies
of existing course curricula. This is know edge that the community col |l eges and
other training agencies find very useful for their planning and course

devel opnent. The vendors of the profiling systens used in Mnnesota all offer
to assist educational agencies devel op specialized courses if needed.

The three job profiling systens all nmet MDES need for nore precise job
mat ching tools, but they all required considerable up-front (and ongoi ng)
i nvestment. The job profiling systemvendors do not usually performjob
anal yses and enpl oyee assessnents for individual firnms. They nake their noney
by franchising their systemto other organizations such as schools and col | eges,
counsel ing centers and ot her governnent agencies. They charge these agencies
for the license to establish a job profiling "service center,” for training and
certifying staff in the techniques of job analysis, and for conputerized
"scoring"” of enployee assessnent tests. As an exanple, Anerican College Testing
(ACT) charges about $3000 to train and certify a "job profiler"” in their Wrk
Keys system

These charges are not unreasonable, but the need for this substantial up-
front investnment in staff training has forced MDES to take a go-slow approach to
its plan for state-wi de introduction of these new job matching tools. 1In the
best of all worl ds- MDES nanagenent woul d say-these new services should be
offered free of charge to all enployers and job applicants, as part of our
t axpayer-supported service mx. But we can't afford to do that because our
annual budgets are at best |evel funded-even shrinking-these days. In addition
it will take considerable tinme and effort to institutionalize these new services
t hr oughout the entire MDES bureaucracy, particularly now when our attention is
focused on establishing consolidated one-stop centers in keeping with
initiatives fromthe federal Department of Labor

Because of these budgetary constraints, MDES set up job profiling in 1996
as a pilot project which is expected to becone self-sufficient by charging fees
to enployers for the services performed. MDES senior managenent has rather a
"wait and see" attitude toward the project, although there is a commtnent to
expand the services if they can pay for thensel ves.

Project Operations.

Six Job Profiling Service Centers have been set up throughout the state.
Thirty MDES staff have been trained in job analysis techni ques at an up-front
cost of al mpbst $100,000. MDES has formed a partnership with the M nnesota
State Coll ege and University System (MNSCU) to administer the project. Four of
the six Service Centers are |ocated at community coll eges. Although MDES st aff
prepare the actual job profiles, College personnel are heavily involved in both



the testing of enployees and job applicants and are excl usively responsible for
conducting any special training needed to fill gaps in enployee skill |evels.
The project is adm nistered by a steering conmttee conposed of |ocal office
MDES and | ocal canpus MNSCU staff. This gives a grass-roots flavor to the
project. MDES top managenment seens to have allowed the | ocal staff considerable
i ndependence to carry out the project on their own.

Mar ket i ng. The job profiling project was given a high-profile start at
a state-wi de M nnesota Business Conference in July 1996, but initial marketing
efforts went slowy. Businesses sinply did not know about the existence of the
service. Oiginally the "profilers” in each Service Center did their own
mar keting. But in Novenber of 1996 three staff were appointed to be dedicated
full-tine statew de sal espeopl e. Mar keting and sal es of services have greatly
i nproved, but sometimes problens now occur because of mi scomunication with the
enpl oyer custoners-between what the sal esman promni ses-and what the custoner
hears-and what the job profile process actually can deliver. Therefore, there
is still sonme ongoi ng debate anong the project's managenent over the proper
assi gnment of marketing and profiling staff roles.

Mar keti ng these new services to enployers is a time-consum ng process
| argel y dependent on networking, informal neetings and face-to-face contact
bet ween MDES staff and enpl oyers. Prior relationships, accumul ated trust and
reputation of the staff and the agency are very inportant. Enployers have had
general |y good experiences with the the state's conmunity coll eges and therefore
MDES partnership with MNSCU has been inportant to the success of both the
mar keting effort and the day-to-day operations of this project. As wth nost
fee-for-service projects, sales and marketing in M nnesota has been as nuch a
matter of uncovering and exploiting imedi ate opportunities than of following a
pre-pl anned strategy.

However, marketing has al so been pursued through nmore formal neans such as
contacts w th business organizati ons, advertising, favorable articles in the
medi a, testinony fromsatisfied customers, and word of mouth.

The marketing staff has found that the things that nost pique an
enpl oyer's interest are:
the possibility of custom zed, in-house training of incunbent workers;
a nore precise analysis of the firms jobs than has been possi bl e heretofore;
and
the ability to recruit and/or retain nore appropriate workers.

Enpl oyers who have used the system advi se that successful |ong-term
mar keti ng success depends on the foll ow ng:

t he program nmust neet an enployer's real need;

the services nust be flexible enough to deal with demands and needs of various
enpl oyer custoners; and

the staff nust have patience and allow time to build know edge and trust in the
program anong cust omners.

Pricing and Fi nanci ng. It takes 10-12 hours to performa job analysis.
A firm s incunbent enployees are usually intimately involved. They are the
"subject matter experts" who define what skills are needed and inportant to
successfully do the job. The time and attention of these enpl oyees are val uabl e
to their enployer and therefore are often hard to schedule. Enployers are
under standably reluctant to take their best skilled enpl oyees away fromtheir



jobs for long periods at a tinme. Therefore, many trips to the firm and
interviews are often needed to conplete even one job anal ysis.

MDES charges about $1600 to performa job profile; and about $85 to assess
an enpl oyee's skills using conputer-graded test instruments. These prices can
be reduced if nore than one job is being anal yzed at the same firm Al paying
custoners are enployers. No fees are ever charged to job seekers or enpl oyees.
Except for a few very snmall firms, no enpl oyer has ever conpl ai ned about the
price MDES charges for the job profiling service. A nore inportant cost to
enpl oyers is the down-time of their enployees while the process is taking place.

If a job profile or enployee assessnment uncovers a need for training,
conmuni ty col | ege personnel negotiate separately with enpl oyers to design and
deliver these services, either at the college campus or at the enployer's firm
In such cases, enployers are billed separately by the colleges. The enpl oyers
negotiate their own arrangenents with their workers concerni ng paynent of wages
during training, whether attendance at classes is nmandatory and other issues.

Revenue from profiling and assessnent accrues to MDES which has set up
dedi cated accounts for this project. Revenue fromtraining accrues to the
col l ege and university system Both MDES and the colleges can sent a joint
i nvoice to an enployer. Paynments are then apportioned between the agencies in
proportion to their effort.

No ot her private vendors of profiling services have ever conpl ai ned about
conpetition from MDES or about MDES special relationship with the three
speci fic vendors whose products formthe basis of this project. No enployer has
conpl ai ned that "these governnent services should be free."

Except for the dedicated marketing staff, job profilers are all regular
| ocal office NDES enployees who also performtheir regular duties. They do job
profiling when the need arises and charge their tinme to the project’'s account.

Successful Results. Project results have been very inpressive,
particularly given the project's short time frame. |In 18 nonths between 1996
and 1998 the project profiled 330 different jobs with 138 separate enpl oyers
t hroughout the state, and brought in revenue of $167,000. These revenues were
paid directly by enpl oyers thenselves, and sonetinmes by third parties such as
econom ¢ devel oprment agenci es or enpl oyer organi zati ons who want to provide a
service for their menbers. Size of enployer custoners ranges from 3 enpl oyees
to over 2000 enpl oyees, although the average is a mid-sized firmin the 100 to
250 enpl oyee range. Jobs profiled run the entire gamut, including nmanageri al
technical, clerical and operative positions. Mst custoners have had nore than
one different job title/position profiled.

Enpl oyers who have used the project's services give them high praise.
There has been consi derabl e repeat business. Project personnel have been
i nvolved in the conplete restructuring of at |east one large firmin the St
Paul area

The Future of the Project.

MDES Job Profiling project has encountered difficulties typical of any
effort to introduce a new product or service in a |arge bureaucratic
organi zation, public or private. Top nanagenent wants to "wait and see" before
enbraci ng new services statewide. Some |ocal office managers are enthusiastic
about the new services, others are not. Some of the originally trained staff
have not worked out successfully. There are issues of |ocal versus centra



control. NMDES and MNSCU both pull and tug the project in their own directions.
O her priorities divert attention. Al these are grow ng pains that can be
expected to resol ve thensel ves eventual ly.

More inportant is the question of long-termfinancial viability of the
project. Revenues nust cover not only direct costs of operations but also the
mar keting and adm ni strative expenses for the project to beconme truly self-
supporting. And sonething nust be set aside frominconme to eventually recover
the up-front costs of staff training, software acquisition and establishing the
Service Centers. Marketing the job profiling service has proved to be a
rel atively expensive, |abor intensive process. So has the actual job profiling
itself, which requires multiple visits by staff to an enployer's site. It
appears that to date revenues have not conpletely covered costs. MDES regular
budget cannot carry this loss indefinitely and sone feel that tine is running
out for the project to "prove" itself. Suggesti ons have been made to spin off
the project to a separate non-profit corporation, or to MNSCU, whose financi al
resources are greater, or to the state's newy established one-stop centers.

Hopeful ly other, less dramatic, solutions to these financial problens wil
be tried first. The price of the services could be raised to cover costs nore
fully. Managenment could concentrate on serving only large firns to take
advant age of econonmies of scale in staff tinme. Al ternative sources of incone
coul d be pursued

When the project began, MDES hoped for a break-even point after twenty
four nmonths, or the fall of 1998. At that tine there should be a thorough
review of the project's financial picture and cash flow. Better job natching

and nore precise enployee skill assessnment are critical and ongoi ng needs for
enpl oyers in Mnnesota's current | ow unenpl oynent econony. This project is an
i magi nati ve and by and | arge successful attenpt to meet those needs. It would

be unfortunate to abandon the effort without a chance to solve its initial
difficulties.

Attachnments:

Brochure of _services |

Program I nformati on presented by MDES staff person David N ermann at the 1998 One-
St op Conference



